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The 56th meeting of the CIA Career Council

convened at 3:00 p.m. on Thursday, 30 April 1959, in the DCI's Conference

Room, wlth the followlng present:

25X1A%9a
25X1A9a Gates L. 1, Alternate Member
ecutive Secretary
Lawr , Guest
25X1A9a T Rccorder

MR, STEWART: Let me start, very quickly, first with the
candidates for Harvard and the Industriai War College. There have been
two candidates advanced, to my knowledge, _ for the Industrial

25X1A%9a  college and [ :or sscvera. T think in the case of [ tne
question is whether we want to nominate at this time a second candidate.
T don't think these individuals need any introduction to the Board--
certainly not Brent.

MR. KIRKPATRICK: I think, Gordon, in that connection, I
should pass on a comment the Director made to me last week. He had been
talking to Red about the Harvard course--I don't know whether you got
this back yet or not, Matt--and he made a comment about the fact that
he thought, on the basis of his conversations with Red, that we should
make sure the people we are sending are: (a) right out of the top level
of the Agency, and (b) are prepared to and will be capable of developing
the contacts with these businessmen the way Red has been able to--

following up on it.

25X1A9a Now, I think- comes close to this.
MR, STEWART: There's another point to meke--and I think Matt

has this--that in your view, Matt, it 1s not advisable to put anyone
forward unless we are absolutely "red hot" to get that person in at

this time.
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MR. BATIRD: That is Red's view, too.

MR. LIOYD: Yes, that is what he telle me.

MR. STEWART: How do you feel, Von?

_ Well, Matt talked to me and told me sbout
the standard, which T recognized, and when we selected-we felt
that he met this standard and would be a good representative.

MR. BAIRD: Is - going to be a Deputy Assistant Director
or Assistant Director?--do you have that in mind? He has probably been
up before this Board more than any single guy in the Agency. His basic
study was in personnel management.

_ I think he would certainly be one of our
senlor management people, as an executive.

MR. BATIRD: Don't think that he wouldn't gain from this
particular course, 1f he were interested in personnel--

MR, KIRKPATRICK: The gquestion is, is the guy going up ahead
on the managerial level? If DD/P gaid he is golng to go back to hils
old job, I would vote negative, but if DD/P has a job in mind for him
on the mansgerisl level when he comes back then I am for it.

_ Who can say that twelve months from now
we are golng to have another job for him? I can't possibly say it. I
can only say he is material when such Jjobs open up.

MR. STEWART: TI'd like tc ask a question in this connection.
We have one candidste for thils next fall semester, and that is in, as
T understand it. In view of what you said, Kirk, I gather our standards
are going to be very high, lndeed.

MR. KTRKPATRICK: Who is next fall's?

I

MR. STEWART: Our standerds are going to be very high, indeed,
on selection. I Just wonder if we want to run at the rate of two--T
really do. I mean, I think at that high standard and with the workload

the Agency has, you might very well find yourself coming up with a
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course that you couldn't fill - couvldn't propose a candidate who meets
these standards.

MR. BATRD: Gordon, for what it's worth, I think we should
glve a little more attention to what Red has said. As a result of
his being there and discussing this with the Vice-President in charge
of this course in the school, he strongly recommends against a second
candidate--not against Brent but against s second candidate this time.

MR. STEWART: Wasn't there an "unless"?--"unless he 1s out-
standing"?

MR. BAIRD: No.

MR. KIRKPATRICK: How does Red feel about -

MR. BAIRD: He thinks -will meet it.

MR. STEWART: What is the feeling of the Board? Should we
vote on-s already on--he is proposed - he's our present
candidate. The reason we are nominating a second one is because -
in ILogistics - hig wife is 111 and he can't go. We approved two
candidates before.

MR. KIRKPATRICK: Let one go, and send -next winter.

_ -himself is dylng to go, and, as you
know, he has been led right up to the starting post a number of times.

MR. STEWART: Well, let's vote he goes the following session.

_: I don't want to vote against whatever
seems politic between Red and Harvard here, but if we have a vacancy--
these fellows are in two different lines of work and it won't hurt the
Agency if they are away.

MR. STEWART: My concern ls whether you are going to run out
of candidates in the future. I would say let's vote-as our No. 1

candidate for the following course--the one following this one--and

that we must make it that way, and, 1f necessary, we can have a pro forma

review of other candidates, and if somebody feels very strongly about
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putting up another one we can always put 1n two names.
_ Have you slept better since you went there, Larry?
Do you agree with Red's recommendation or do you feel differently?
MR, HOUSTON: I feel much the same way. In the first place,
I recommend against any more lawyers golng up there, because we have
had too much of that type of thing already. But it's a good course
and I think these obther fellows who never had the case hlstory type
of teaching should go.
_ Do you have any feeling ebout two or one?
MR, HOUSTON: I think one is enough.
MR. KIRKPATRICK: Von, if you came 1n here today and said,
"Let's send- and as soon as he gets back we're going to mske
him an Assistant Director" - I'd vote in favor of sending him, but in
view of the fact you don't know his assignment, I'd say let him stay
where he 1s now until next winter, and maybe by that time he will
have a top managerisl job. I'm arguing agalnst sending somebody Jjust
for the sake of sending somebody.

_ I have no strong argument whether he goes

this time or next time. I think Pete Scoville would prefer to have

him go next time, because this is a tough period.

MR. STEWART: All right, let's put him up as No. 1 for the
next one.

If there is no objection we will consider the minutes
of the last meeting epproved.

MR. KIRKPATRICK: This is really new buslness, but it ties
in so closely wlth this Hervard thing, if you would allow me, I'd like
to meption it. I am about to come up with a survey and a recommendabion
that affects Mr. Baird but also the entire Agency, and that is for the
abolition of the 5% rule, which I think hes now been carried to the
point where 1t's costing the Agency money because pecple are trying to

live up to it by sending people to courses on international communism,
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housemaids maintenance, etc. Am I going to run into violent opposition?

MR, BAIRD: TFrom only one person, and he is not in this room.

MR. KIRKPATRICK: What do you feel, Dick?

_ If it ever had any purpose 1t has been resolved
by now.

MR. STEWART: Are the minutes of the last meeting acceptable?
/ Wo response. /

I assume _ is all right for the Industrial

College, as belng a perfectly fine man,

_: He was our No. 1 candidate last time. His
Job fite exactly this matter. He "liases" with the military on in-
dustrial matters for the NIS program.

MR. BAIRD: Does that fill our quota?

MR. STEWART: Actually, it runs one over our gquota--

MR. BAIRD: I gave you one today. Did you read that? It
came in yesterday.

MR. STEWART: Yes, this is an additional candidate. We were
told in advance that we were golng to get thils invitation, so T
thought we would settle 1t right here. So -is the man for
this one.

MR. BATIRD: That makes three?

MR. STEWART: Yes.

_For the Industrial College?

MR. STEWART: Yes.

-: Too damn many!

MR, STEWART: GCentlemen, the procedures of coordination call
for a final vote on the overtime compensation policy. I do not submit
it for discussion, unless someone wishes to ralse some aspect of it at
this time. If 1t sppears to be all right, I would suggest that we

accept it and proceed to publish it.

_ Mr. Cheirman, why was there nothing in

5
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here about night duty officers? Didn't we originally have something in
there about night duty officers?
25X1A%a _ Not to my knowledge, General.
MR. STEWART: We did a long time ago--as a matter of fact, I
think in the Staff Study‘I wrote.

25X1A9%9a I o otices that have covered this

expired 1 January 1959 - FN 20-650-1 and FN 20-650-2. My Chief of Admin,

25X1A9%a _feels very, very strongly about this.

MR, STEWART: Allow me to take that up as a related subject--
25X1A%a _: He says he understands there 1s some-
thing in revision now.

MR. STEWART: The problem that 1s central to our discussion
here 1s the one represented in this document, and as it got to be more
and more difficult to resolve this one, I just let these other peripheral
matters go by the board, with the idea that we would pick them up in
the normal course of regulations rewriting and redrafting. But this

one where you have an issue of principle, I think belongs before this

Board.
25X1A% B © Ve ve accept 1t as presented and
amended..
MR. STEWART: Fine. If there are no objections, we will do
that.

The next ltem is our general separations regulation.
It replaces a 10-page printed regulation. The part on voluntary separ-
ations need not concern this Council, because 1t is absolutely boller
plete - just the most ordinary sort of thing, and 1f there ig anything
wrong in it we will get it right, if we find out it doesn’t work in
practice.

The part involving involuntary separations should, I
believe, command your ettention, and I would ask that we take first a

look at the Regulation itself--which is Part II of the separation
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regulation. Have you had a chance to review it or look it over, or
would you rather we read 1t here? We tried to get it out, but I fear
it went out rather late.

_ I orly had one comment on it and that
is under Part II, paragreph 3, there are listed all the reasons for
nominating people for separation, and it all says, "fallure" "fgilure"
"rgilure" - and it comes down to the end and says, "fallure to meet
Agency medical standards." There 1s avstigma there, if all the rest of
them are fallures of an individu@l.

MR, STEWART: We could‘say "{nability."

MR. BATIRD: A%t the risk of prolonging this into a long dis-
cussion--and as long as Larry'ZTﬁouston;7 is here--it seems to me the
guts of whether thils thing 1s going to work or not would be two clauses:
(1) the Act itself, that the Director cen "whenever he shail deem such
termination necessary or advisable...'--and I stress "gdvisable"--"...in
the interests of the United States"--what does it mean? What is the

interpretation of that? In other words, 1s marginal competence "advisable

in the interests of the United States" - when you have to cut down on
budget and personnel. And “"fallure to meet the work and efficlency
standards of the Agency"--what do you have to do to make a case for
meeting the work and efficlency standards of the Agency? If the Director
will take the word of the Deputy concerned, the Office Head, on these
matters, I think we can use this involuntary separation regulation, and

if he can't T don't see that this is any help.
- What is the dlstinction between this end selection

MR. STEWART: Work and efficiency standards is selection out.

-: Which is first here, the chicken or the egg--which

is the senlor procedure, selection out or this?

out?

MR. STEWART: This would cancel the selection-out procedure.

MR. KIRKPATRICK: I think, Gordon, maybe what Dick is searching
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for is the explanastion of why we are dolng this, which is, in effect, to
get out one basic regulation on separations so that from a legal point
of view we don't get hoisted on the petard that State got hoisted on

in the Service case; in other words, they were caught there because
they dldn't follow thelr own regulations. Right at the moment we are

in danger of being so caught. 8o we have been working--Larry and Gordon

: C&bél; to try to get this thing molded around

so that we had the simplest possible regulation which said what is
requlired in order to inform an employee of his righte but didn't say so
much that the Agency would be caught all the time for not following
some clause which a lawyer could catch us on.

MR. STEWART: Dick, there are two authorities the Director has
for separating, the authority he has as an sppointing officer, and also
the authority that is spelled out here in the Act. Now vwhat we say in
this is that he is only golng to use this authority. Up to the present
time our present regulations are based on both, and when you start a
fellow on separation out he says, "Why am I not being tried under Regu-
lation 705"--which is this 10 page regulation and which has all of the
detailed procedures for appeal, for notification, and all the rest of it,
in very great elaboration. Then we always have to say, "We Just decided
to use the other authority." So my feeling isg that we shouldn't refer
to any other authority in regulations in thils Agency, we should rescind
everything else and have one regulation that says what the authority is
and how we go sbout 1t.

Now, it's very necessary that we explaln how we go about
1t, because we have people who come to us during separatlion-out exercises
and say, "I have no way of defending myself, because there is nothing on
paper thet tells me what is happening to me." And Larry end I have spent
some time in actually vwriting letters back and forth to people who come
to see us--the man says, "You can tell me this but I can't tell this to

my lawyer" - so we draft up a letter. Well, if we have it all in here and
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settled once and for all how we are doing it, then I think we can handle
these cases in somewhat more orderly fashion.

MR. KIRKPATRICK: We are now in court on the -case--who
was fired because he refused to take a directed assignment on two
occasions--and I guess we are golng to weather it all right.

MR. HOUSTON: There is a motion for summary Jjudgment now,
which we hope will take care of i1t.

MR. KIRKPATRICK: But we damn near got holsted on our own
regulation in that case. And this 1s exactly what these characters will
do ~- the ones you are going to fire are the ones that will do 1t. That
is why I am voting for Alternative No. IT.

MR. HOUSTON: To respond to Matt's question, the only attack
that can be made on the exercise of the Director's dilscretion 1s an
exercise that is capricious or erbitrary. So once he signs off it will
probably stand up.

MR. BATRD: Cen & case be made out at the present time when
you are cutting down on people--

MR, KIRKPATRICK: If they are below standards, yes.

MR. BAIRD: What do you have to do to make such a case?

MR. KIRKPATRICK: Prove they are' below standards.

MR. BATRD: Who sets the standards?

MR. KIRKPATRICK: You do, as Director of Training.

MR. BAIRD: T know this is the way it 1s supposed to work,
put this 1s not the way it always works .

_ T should think that would be an embarrassing
gquestion for a lawyer to ack - "Show me the standards."

MR. STEWART: They have got them in the handbook.

MR. BAIRD: 1In the description of the job? These are people
that haven't had unsatisfactory Fitness Reports.

MR. STEWART: Well, that is a little problem, then. If we

don't have the time to meke out an unsatisfactory Fitness Report, show
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it to the fellow and put him on probation, then we are in too much of a
hurry.

MR. KIRKPATRICK: This is, basically, really the guts of
this thing. If your supervisors don't give them poor Fitness Reports
then the odds of getting rid of them are zero. Now, I don't mean l's
on the Fitness Reports - I think we can get rid of 3's.

MR. BAIRD: They are just not good enough when you are trying
to 4o & job that it has taken three men to do, with two men. If you have
two men to do the job they have to e topnotch.

MR, KIRKPATRICK: Issue a memo tomorrow: Henceforth individuals
in the Office of Training with Fitness Reports below the level of L will
be considered below the standard that will be required--and you have a
standerd. It's just as simple as that.

MR. STEWART: Matt, I think one of the things we must reallze
is that this does not provide the answer to what is actually a reduction-
in-force. I mean, you can't do it that way. T have tried every means
that I caen think of to slip reduction in force into this--and Lerry and
General Casbell--and the Agency just won't sit still for 1t.

- It's a dirty word.

MR, STEWART: It's a dirty word. 8o I put in words about
"competitive ratings" - so you start out with your best men and get down
to your worst man and say you cut the worst man off--that 1s a reductlon
in force.

MR. BATRD: 1Is abolition of a job--

MR. STEWART: That is reduction in force.

MR. HOUSTON: We are still working on the reduction-in-force
problem, and some of our fellows think maybe we could do it if we got a
further test on it, but I'm afraid 1f a man has a perfectly good work
record and you just, say, rate them and cut off the ten lowest ones,
that it could be attacked as arbitrary or capriclous.

MR. KIRKPATRICK: I do hope everybody in this Agency realizes

T -1
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a reduction in force 1s the most humane way to get rid of people. IT
you are riffed you can go somewhere and get a job, but if CIA bounces
you for anything besides reduction in force, you have really a stigms
agalnst your name.

MR. STEWART: We are using the outplacement exercise reason-
ably well. I have taken two cases recently - I simply told the people
that I can't fire them but they have to go, and they have both hunted
around and both of them are finding jobs - the one went with the Navy and
the other is going with the Library of Congress. This isn't going to be

easy with a lot of our intelligence specialists, but it can be done.

Sitting across the table with a man is usually the best way to start
these things, I think.

Well, are there any other comments on this document?

25X1A9a _: I would vote for Alternative II.

Then in ﬁaragraph 4.d. again a "feilure" - "fails to
meet Agency medical standards." Say "1s unable to...." It's in two
places.

MR, KIRKPATRICK: What about these alternatives in pearagraph
27 Do you want any further discussion of that?

MR. STEWART: I think in paragraph 2 of the Regulstion - the
alternatives - I would appreclate having your views.

MR. KIRKPATRICK: Let me ask Larry: isn't Alternative II a
little easier to cope with from a legal standpoint?

MR. HOUSTON: I think so. I llke it better.

MR. STEWART: All right.

Also, Larry, you willl notice I changed a little bit your
notification of opportunity to request consideration--because I actually
carried some of it up into the previous paragraph - oun the last page
here.

MR. KIRKPATRICK: Let me ask you a question there, Gordon.

T'm not sure I'm clear in my mind as to the difference between the handbook

11
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and the regulation. Why do we have both of them?

MR. STEWART: Well, as I understand this process the regu-
lation simply maskes a positive statement of what you do and what the
responsibilities are, and the handbook tells the story step by step,
tells you the procedures, so that a person--for exemple, Dick wants
to tell someone in DDP that they should proceed, he would say, "You
just follow the handbook and work up the case."

MR. BAIRD: It's HOW you do it.

MR, STEWART: Yes.

MR. HOUSTON: It's not as inportant in this regulation as it
is in some others - travel, etc.

MR. STEWART: Very well.

Let's move on to the“&.nagement of fersonnel in é‘ades
1 through lS,”and let me just say a word of explanstion. This 1s &
draft regulation. It presupposes the writing of a handbook in which
some of the materials that people have found useful--for exsmple, standards
to be used in drawing up efficiency reports, and things of that sort--will
be spelled out in a rather dldactic way. Here, however, I thought we
could pull together the principal factors very central to our personnel
program. And I thought that rather then having separate regulations on
each of these things, which we have had in the past, it's better to put
them all in one, because they relate to one another so clearly.

The new material that 1s in here--if you could say there
is new material--there 1s one thing, I'm proposing, on page 3, at the
top, that the Director of Personnel review and evaluate the records of
all personnel selected for promotion from grades 11 to 12 and from
grades 13 to 1k,

ME, BATRD: Don't you in effect do that now? You have the
authority to do it.

MR. STEWART: I don't like the way 1t is now. I have the

authority, but in a very vague sort of way--I have the authority to

12
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guthenticate actions, which to my way of thinking isn't very good ~ I
want to get the case before its gone that far.

MR. BAIRD: Gordon, I thought I was following the regulaﬁion——
before I notify a person that the OTR Career Service Board has recom-
mended thelr promotion, I say it has been recommended to the Office of
Personnel, on the basls that it's up to you to epprove it.

MR, STEWART: Well, the practice for years has been the Office
of Personnel mskes sure the man 1s here, that what you recommend is
proper, in a purely formal sense, that there are no formal objections to
it. There is no substantive review of promotions by the Office of
Personnel, and never has been, that I can find. Maybe there has been in
the past, but certainly not to my knowledge. And what I would intend to
do would be to meke these two levels--and I have chosen them with care--
thresholds in fact, to encourage the heads of Career Services either to
go slow or turn back cases where the record as I turned it up would not
seemingly support it in terms of Agency standards.

_Is there a reason for not also locking
over 12's to 13's?

MR. STEWART: Yes--merely workload. I feel 1f we can screen
from 11's to 12's at least we are screening the people who are entering
important levels of professional work in the Agency. Screening for a
14 is 8 very necessary thing because grade 14 has become, across the
bosrd in the Agency, overlomdéd, in my opinion, with people who clearly
do not and never will quallfy for promotion to 15. I think if a
person is going to be promoted to 1k and it doesn't look like he will
ever make a 15, you should hold him back until he is getting well

along in his career and use 1t as a terminal promotion type of thing.

- Is thlis golng to be a benevolent or a waspilsh

MR. STEWART: Just read in here how benevolent--I'm not even

review?

13
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going to turn them down, I'm going to come over and talk to you.
_ Why telegraph what you're going to do
in a reguletion? Why not put that out as a notice to Career Service
heads, or something like that? ‘
MR. STEWART: I think that is a good idea.
I ¢ ke to see you review every one
of them.
MR. BAIRD: I swear you have that authority.
MR. STEWART: I have that authority.
_ I believe you have’ it--granted, also, you
haven't done it.
MR. KIRKPATRICK: If you need a new set of teeth, here it 1s.
MR, STEWART: I could take this paragraph out of here and
carry on just as well, but I think 1t would take an inordinate amount
of explaining when I go to you--

- Tt's okay to do this. This 1s the sense of the

meeting and the sense of the Career Services.

_ Gordon, can I ask some questions about
thig? If you put out this, which is a compendium of existing procedures,
ete., do you plan to knock the others off the books?

MR. STEWART: All of the others come out.

_ Some of this actually changes things con-
sidersbly. TFor instance, your counseling one here, which looks to me
like a CPO [-Career Planning Outlin.ej gystem, but this never even
mentioned the CPO--it's not even mentioned in here. So you look at
this, and you know the other is on the books end we have been doing it
for two years--

MR. STEWART: I'll teke care of that in the handbook. I
always thought the career plenning got too formalized and too wooden in
its spplication in the Agency. 8o I think we ought to have just a

gimple statement of what we want to do, and in the handbook I can say
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you can use the CPO form - that 1s a matter of election.

To answer your flrst question, Von, this is a re-write
of regulations, and I mean to rescind those regulations that this
covers and incorporste any of the detalled things that need to go
into it, in a handbook, so that if a person wants to know how we
manage personnel in this Agency he can read this regulation and get
the answer--at least I hope he does.

And the other bit of new material, if it 1s new--and I
think 1t is--is the relatlonship between the Career Service and the
operating offiecial with regard to assignments,

_ This I don't understand - in paragraph
3.a., the "operating officlals"--if it's the seme as it has been in
other regulations I am both the head of the Career Service and the

operating official, so that this paragreph doesn't mean anything. But

allocate a certain number of slots to him and he' could promote up to
a GS-8 and ruln my competitive evaluation in those grades or any other.

So T didn't know what it meant--I mean, how i1t would be applied. Saunders

for instance, has people detailed to me. I'm an "operating official" in
that caese. Then if he can tell me how many promotions I can make--T
don't see how you can have any equity.

MR. STEWART: My understanding of this is-~and maybe in some
of the technlcal services it wouldn't work--but our groundrules up to
the present time, in regulations, call for a Career Service review of
promotions down through grade 9, and below that level there is no

particular provision made for review.

_: T do it as head clear down to 7.

MR, STEWART: I think you wbuld just have to adjust the.f.

_ If this word waes "mey" instead of

"Will" ——
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MR. KIRKPATRICK: Either "may" or '"may indicate".
25X1A%a B - i o't mendatory, it's all right.

MR, STEWART: Sure. I'll change that to "may." Very glad to.
I can understand why you would want to watch those levels more care-
fully.

MR, BAIRD: Parsgraph 5.a., "...initial assignment of an
employee to a Career Service..." - you would congult the head of the
Career Service and the individual, or would this be an arbitrary assign-
ment to a Career Service? The reason I ask, Gordon, is that early in
1952 or 1953, whenever it was, we struggled over this and we did feel
that the individual—-;et's gsay if the individual and the gaining office
were in asgreement that that would hold. The individual was glven some
choice in the matter of what career Service he wanted tc be assigned to.
And we still have, of course, a lot of categories that I think are illy

assigned. TI'm struggling with the pilots in _—they 25X1C4c

are still in my Career Service; also, the special services officers at

25x1A6a R

25X1A9a B © Jou think you have trouble--all of
the fire department and the guards down a.t- have a Communications 25X1A63a
designation end are on my T/O!
MR. BATRD: They ought to be Logistics.
MR. KIRKPATRICK: Whet is your fire department on, Matt?

MR. BATRD: WB, fortunately.

25X1A%9a _ T was golng to raise the same point, that

in & movement between Career Services I think "with the approval of the L

appropriate Career Service heads" should be added.

25X1A9a _ There should be, mutually, an agreement

between the gaining and the losing office, and the individual.

25X1A9a _ I think the Career Service head should be

involved in this with you.

16
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MR. STEWART: Ordinarily they wlll be. You have the naturel
market at work all the time. But 1t's a question--as we all know, we
get stuck, and you have to move people from time to time--in which case
I would move them. We have that already in the books.

MR. KIRKPATRICK: Your initial one 1s all you have in this
regulation.

MR. STEWART: Or his reassignment from one Career Service to
another.,

Now, this is not to say that anything T don't do is
illegal--it simply gives somebody in the Agency authority to make these
movements; which I think it has been agreed is necessary. This incor-
porates the thoughts we had in that little regulstion on the Specisl
Placement Committee, which was passed two years ago.

Then T want to call your attention to a sentence further
along--

MR. BAIRD: I still don't like that, Gordon. I still think

you ought to consult the head of the Career Service concerned and the

individual.

MR. STEWART: Wouldn't I%¥ Do you think 1t has to be written
in there?

MR. BAIRD: I do.

25X1A9a

MR. STEWART: What do you think, Kirk?

MR. KIRKPATRICK: I don't think it would hurt to say the
initial asslgnment or reassignment will be made by the head of
Personnel--I'd leave the individual out. I'm a little against that
form of communism that you consult the individual.

MR. STEWART: Okay--after consultation with the head of the v

Career Service.
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25X1A9a I - i i initiel sssignment this

is done--not by the Director of Personnel but by his people.

25X1A%9a _ This 1s your eppolntling suthority, isn't

it?
25X1A9a _ We recrult people we know are going
to be assigned to us.

MR. KIRKPATRICK: You / indicating Mr. Stewart_/ can just
call up Balrd and say, "I'm going to asslgn this fellow jto you." Baird
can say, "I don't want him." Then you can say you've "consulted"
Baird.

25X1A% I : - o i isse

that there shall be no monopoly in any component on doing anything, and

ll ‘s philoscphy

he believes that if a project comes up then funds and personnel should
be transferred from one component to another component to do that
particular work. And I don't think my people want to be transferred
from a Career Service designation of Communicstions to something else--
and under the present regulations the individusl has to agree. This

of course doesn't cover this for reamssignments.

MR, STEWART: Well, I don't know of his philosophy.
B  ove read 1t in writing--and I know

25X1A9a _ has spoken of 1t. I have one case - _and 25X1A2d1
25X1A2d1 - - he wants to transfer the responsibility of that to TSS, and

I'm assuming he wants to transfer my people over to T83--and with you

25X1A9a

/ indicating Mr. Stewart_/ consulting with the heed of the Career

Service will give me an opportunity to put in my plea.

o

MR. LLOYD‘ Which Career Service are you consulting with - the

galning or the losing?
MR. KIRKPATRICK: I would say both. W

MR. ILOYD: Then that should read "the Career Services.'
MR. STEWART: Yes, we can do that.

MR. KIRKPATRICK: Are you happy, Balrd?

18
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MR, BAIRD: I'm chuckling over the benign mood - is in
this afternoon.

MR, STEWART: I have one other thing that has not been
defined before but I think needs definition, and that is the relation
of heads of Career Services to operating officlals. It reads here in
paragraph 5.c. "Heads of Career Services will assign personnel to
operating units with primary emphasis upon the aptitudes, experience,
and skills required...." énd so on, and then it's up to the operating
official to assign the person to the job. There can be some sgreement
or understanding between the two as to which job 1t is the man is
being picked up for, but it has always been my feeling that the person
who has the work to do should be responsible for who does 1t. Once &
Career Service, such as the Personnel Career Service, has assigned a

man to you, _ you can decide whether he goes 1n this

Jjob or that job.

I (oG if you assign me a Personnel Officer
and I assign him to do something else, then if I ask you for another
one you can say, "I gave you one."

What does the word "asslgn" mean? How can I "asslgn”
personnel to an operating officlal--assuming the operating official
has to be somebody other than myself. I "detail" - I "assign" or
"detall."

MR. STEWART: You get down to some pretty fine points here.
There is actually one action cut--you offer the man, he puts him in
the position. There are two concepts involved but there is only one
actlon cut, the assignment to the place he 1s going. The authority to
give the man this particular positlon rests with the operating official;
the responsibllity to offer the man to the operating official - that
responsibility rests with the head of the Career Service.

MR. KTRKPATRICK: 'Detail" is the correct word. In other

19
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words, from & Career Service a man should be '"detalled" for what is
in effect a "tour of duty" with an operating official, and then he
returns to his Career Service.
25X1A9%a
_ That certainly is not the way we use
"detall" around the Agency now.

MR. KIRKPATRICK: I say it's used wrong, yes. Baslcally
all of Gordon's people not in the Office of Personnel are detailed to
other offices for tours and are then returned to their basic assign-
ment .

MR. STEWART: Well, we will vwrestle with the semantic details “
and get it out.

Can we turn now to the Civilian Reserve Programs? Only
one thing 1s requested and that is that we go ahead with the "pen pal"
letters re the Civilian Standby Reserve--which is 1n paragreph 3. It
logks pretty good to me. I see no particular reason not to go ahead

with it.

25X1A9a . © ocree.

I have one difficulty here, and I haven't been able to
solve it. My greatest need is cryptogrephers. Here it says "no Agency-
sponsored training.”

MR. STEWART: We can put them in the Speclalist Reserve.

This is actually designed more for Dick's people, who

would not have to be called in for training but with whom we wish to

stay in touch.

25X1A% I - < oo oo

MR. STEWART: Yes, you heve a lot of them too. And you can
' call them consultants and call them in any time you want to. And you

can transfer them between these programs.
MR. BAIRD: Gordon, ere we kept up to date on the status of

thet--when we put a bunch of nemes in? I would think it would be helpful.

Approved For Release 1999/09/08 : CIA-RDP80-01826R000800090048-7



Approved For Relgﬂse 1999/09/08 : CIA-RDP80-01§26R000800090048-7

25X1A9a - How does this operate--when you correspond with

‘them every six monthe what do you send them?--a form letter saylng,
"pre you alive? Report any change of address"?
MR. STEWART: That is right, that's about the size of it.
MR. BATIRD: Is twice a year too much?

25X1A9a -: What's wrong with once a year. BSix months go
by awfully fast.

MR. STEWART: All right, once & year. I'11l settle for that. /
MR. KIRKPATRICK: I just have a factual question, and 1f you
can't answer it I'll search elsewhere, but I was impressed by the
25X9A2 tremendously high fal1l-out- JJ noninated and- disqualified. And 25X9A2

those are former employees. If they were applicants I could understand
that. This seems an awfully high percentage. And this isn't the
operating unit that is disqualifying them.
MR. STEWART: I'll have to look into it. I really don't have
the snswer. I noticed the big fall-out. T think it shows there were
a lot of people who were held in high esteem by their colleagues here,
and thelr colleagues don't know why they left. Security on some separ-
ations is well meintained--including their medical, etc.
Anything further on this? [—No response._7
A1l right, shall we go ahead?
MR. BATRD: You're passing over this Specialist Reserve?
MR. STEWART: It's just a report of informatlon on that.

MR. BAIRD: I was just going to ask_ 25X1A9a

whether he still wanted those slots?

25X1A9%a
_ T can't £ill them. If you can use them
you can have them.
MR, BAIRD: This was the purpose of my question.
MR. KIRKPATRICK: What are you going to hsve to do, Bl >5xir0a
25X1A9a make your own cryptographers?
25X1A9a Tt will take sbout eight months. And
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the only thing we will have to do is take wives of people here in the
Agency--wives became Gray Ladies in the last war, and that sort of
thing--and give them rapid tralning. And it should be easier to clear
them than to go ocut and get recruits and clear them.

MR. KIRKPATRICK: Should we do that now?--be doing it?

I olked to -a great deal about
this, before he left, and he was hoping thet he could get sort of a
canvass of the elements which won't go overseas, such as the DD/I, who
will be here all the time, and see if the wives who have children 1n
school, and that sort of thlng--or who are married and away from home--
see if they wouldn't be willing to come in and teke some on-the-job
training right here in town.

MR. STEWART: We will follow up on that.

MR. KIRKPATRICK: It seems to me 1f this is what you have
estimated as your minimum reserve requirement, we ought to have 1t
coped with.

MR. BAIRD: You would entertain my request for those slots?

MR. STEWART: We would consider the slots of _ 25X1A9a

released, yes.

The next item concerns the Civil Service. I have several

things I merely want to introduce and discuss here.

We plen to ask the new Chairman and a couple of other
people from Civil Service to go down to _ as we did with the
other Chalrman. And we have been thinking for some time of discussing
with them an exchange arrangement between Civil Service and the Agency.
The only reason for doing 1t is to ease the problem of out-placement.
Whether we can get a good srrangement and one we would like to live with,
or not, I don't know. I have had a careful study made of the AEC
arrangement, and others that exist in the Government, and there are a
number of things that looked rather tricky to me. However, the grounds

for going shead I think I can spell out rather qulckly. First is to
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obtain recognition of the merit personnel program existing 1n CIA.
That would be a need. Secondly, to establish a method by which person-
nel can move, after years of service with CIA, to other Federal
orgenizations without having to go through an exemining process de-
signed for enmtrence into the Federal service. Now, this 1s quite a
technical matter. Some of your examlnatlons are open all the time.
Some people we handle in out-placement 1f they have the right qualifi-
cations they can go into these rather open fields and be examined and
taken on at a good pace. TFor exasmple, the Navy Department administers
examinations in certain personnel fields, and we found that worked
very well for some of our people. However, in other fields your
rosters are pretty well loaded wlth 10 point veterans, and the hiring
agencles are called upon to give those people first whack. And in
order to get our people in any kind of competitive status it would be
of great assistance to have them automatically go into this system
without having to wait for an examingtion. Also, some examinations
are given quite infrequently. A man might be available now but he would
heve to walt until an examination is, in fact, given.

Then, to place substantislly all CTA employees on an
equal footing wilth status employees - career or career-conditional -
of other agenciles for inter-agency transfer purposes.

I think I've covered the main features of this thing.

All T want now is to hear any objectlons, if they exist,
if they occur to you, to exploring this thing. We certainly can't
make an arrangement until we have gone into it in detail, and we
certainly can't predlct in advance how much we are getting into. One
of the very first things we will do is sit down with Larry and his
lawyers and see what the effect of the Veterans' Preference Act is,
whether, for exsmple, we would have to rewrite certain of our own

internal regulations to measure up to legel standards, whether we would
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get ourselves more hidebound than we want. Our status under the
Veterans' Preference Act--I think I can quote you on this, Larry--is
really in some respects pretty well unknown. We haven't actually
tested where we stand--and we might be opening this thing up for e
clear-cut declsion: are we or are we not involved - in meking certain
types of appointments do we have tc follow Veterans' standards. If we
get into it far enough and find we are getting ourselves hamstrung,

I think we might just have to draw out of it.

_Can't we leave that unknown? I can't see we
would do anything except lose. I cen't see that we could improve the
situation from what it is now, and I can only concelve of it being
more restrictive than it is.

MR. HOUSTON: Right now the Civil Service Commission has
taken the position 1t really has no Jjuriediction whatsoever--and that
is Tine, but we have had no personnel situation where it can be tested.

MR. STEWART: In meking an arrangement like this T look upon
it as an advantage--

-Interrupting): This is for addition to your
out-placément program?

MR. STEWART: That is the only resson for it, Dick. If we
get into 1t the Civil Service Commission would have to take a look at
our job standards in the Agency--

MR, KTRKPATRICK: Some job standards, not all.

MR. STEWART: --and they would get in the positlon of telling
us how to regulate certain matters, and in fact the question of where
we stand under the Veterans' Preference Act might very well come up
in the course of this, because a person transferring from Civil
gervice status to us might have, under such an agreement, certain
rights to be protected, and 1f you had to protect those rights you

might have to legislate internally to protect them. So it's not the

ok
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easliest one we've come up with.

MR, HOUSTON: This is a little new to me. You say you are
coming to us?

MR. STEWART: I am coming to you. As a matter of fact, we
have just had a preliminary study mede of the thing--a rather technl-
cal study--snd these are some of the questions that were raised. It's
not for sure this would happen.

MR. KIRKPATRICK: This idea actually emanated from Rocco
Siciliano at the White House, when he was at_and Gordon was 25X1A6a
talking to him about the difficulty of moving senior people to make
room for younger ones, and he sald, "Why can't you rotate them laterally
acrosg the Government?"  There would be a group of types of jobs for
which other Government agencies have need, and I imagine you would go
in the Civil Service roster for those types of jobs and when his
number comes up the guy can slot over. But I think 1f this opens up
the Veterans' Preference Act that Messieurs Houston & Company will have
£o look at it fairly carefully to make sure we don't walk into a
booby trap.

MR. STEWART: T would certainly recommend to the Council
that we go shead and at least explcre and see what the problems are.

MR, BATRD: Vote that you explore.

MR, STEWART: Okay.

e

The next one is the Agency Rebirement Board.

sometime ago |G cscribed to me the system 25X1A9a
they used in the Forestry Service in which they expected every person
reaching voluntary retirement age to come before a board or talk with
someone, and make it pretty clear whether that person had a job
continuing for five years, ten years, or whatever else, or should he
plan to retire at the time he reached the retirement age. Their rather
consistent practice, up to a certain polnt, was that everyone did retire

when they reached voluntary retirement age. We are hoping, of course,
25
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to get early retirement age legislation which will reduce the voluntary
retirement age, and in that case we will most certalnly need a mechanism
for deciding who does and who doesn't retire. That sounds a little
odd - it doesn't sound very voluntary, but you have to do something to
support your personnel program under such legisglation. We also have
at the present time a number of people who are in fact reaching volun-
tary retirement age.

I would suggest that I establish a Board. I would think
I would certainly need a lawyer on it, and I would certainly need a
doctor on it, because I want to have the legal and medicsal aspects of
these cases carefully locked into. Other members of the Board might
meet from time to time. I would think that perhaps one representative
of each of the Deputies could sultably sit on such a Board. The Board
would not concern itself with the discussions held day by day in each
of the cases, but would review the work of the Executive Secretary. It

is my intentlon to appoint or to nominate _ who 1s now

worklng for _ in that position, and to have him, immediately

upon teking that job next September, start to go through all the files
of people reaching this age and making the decision whether we talk to
them or not.

One of the problems, which is commonplace to every
business and agency, is that it's an awkward thing to take the subject
up, and it's particularly awkward if no provision ie maede for doing it

automatically. If everyone in the Agency knows when they reach age 60

the question is going to be raised: should you or shouldn't you stay? --then

obviously i1t's less awkward to introduce the subject if they know this
is going to be raised than if the men thinks, "Well, why did they
suddenly decide I should be the person to be talked to, and nobody else
gets talked to about this." And anyone who has talked to people

reaching that age knows exactly whalb that reaction ig. 8o it's my
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recommendation that we go shead on this basis.

MR, KIRKPATRICK: I think that 1s a very good idea, Gordon.

I just thought the Council might be interested in - do we talk about
getting legislation for early retirement. Last week we had Fred Belen
and Charlie Johnson from the House Clvil Service Committee down. Belen
has been up there for twelve or thirteen years now.

MR. HOUSTON: Since 1938.

MR. KIRKPATRICK: And I precipitated this question by saying
we were consldering leglslation for early retirement based on a program
of accelerated credit for service overseas, whereupon Belen went into a
lengthy dlssertation as to the many pltfalls it faces, starting off by
saying that ever since the Committee had given the FBI an accelerated
retirement program they hed regretted it because it had created a
Favored class in the Federal structure, and the Commilttee was very edgy
now gbout any advances made for any of these types of programs. He
aidn't close the door completely, but he did mention that among the con-
ditions they would seek, in any proposal we presented, was that we took
care of the financisl aspect as best we could before it came up--pointing
up what many pecple say on the hill all the time, as reflected by Jerry
Kluttz and the Congressional Record, that the Federal retirement fund
ig falling further and further behind the potential claims that can be
made upon it. It's billions of dollars behind now. So I just wanted
to poilnt out that it mlght be a long distance between drinks on this
one, and 1t might be wmany, many years before we ever got this legls-
lation through. S0 maybe with the climate as reflected by him, I don't
fhink, on the basis of this discussion, that we should really count
on it for too much. We may get it through, but I think it would have
to be proved that we were not then becoming a special class or a speclal
category. And certainly the argument that appealed to them as most
valid was the one to keep the orgarization young, not as credit for

serving overseas with the necesslty of moving people out when they got
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back here.

MR, STEWART: I thought their response on that point was
sound and good. The question of financing it really does seem to be
the hot potatoe. The position taken by Siciliano was that the retire-
ment fund should be used for menagement purposes. If the Government
wants to retire certain people, 1t should look to the fund to retire
them, and if the fund needs more money the Congress should vote more
money for the fund. It was that simple. However, they have warned me
that everybody else in town, with the sole exception of themselves,
has developed a very rigid view about retirement, that retirement is a
right people pay for by putting in their 6%, and those people who put
in their 6% shouldn't be expected to pay for specilal privileges of
other people—-aﬁd the same point that Belen brought up sbout the FBI -
they feel very bad about that, and the postal inspectors are on them,
everybody 1s on them.

_ What happens with the Air Force, for example?

MR, STEWART: The Services are in an entirely different

- Who pays for them?

MR, KIRKPATRICK: They beckon and the Congress gives them

thing.

the money, and the money goes into Ft. Knox.

MR, STEWART: The military services--of course, they pay
that ocut of current appropriations, don't they?

MR. KIRKPATRICK: That is right.

MR. HOUSTON: It's not contributory, it's Just appropriations.

_ What would it cost us to do that?

MR. STEWART: Plenty. As a matter of fact, I had a bright
idea last year that we could take people at age 50, retire them, and
then we would pay them an equal amount for the next 12 years--and when
you start adding that up for a couple hundred people, it comes to a

whopping bill. Tt comes to 45 or 50% of your payroll for those people,
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and that is a lot of money. But it has to come from somewhere.

25X1A9a I @ o't Grew any retired pay, and I
have earned that retired pay by belng always avallable, and I couldn't
resign during any war, and so on.

MR. KIRKPATRICK: I can tell you, if we ever went up there
for this we would get the worst shellacking in history. Congressman
Rutherford of Odessa, Texas, 1s a constant hammer at this business of
getting out of control. He would see this coming from way off.

And this, incidentally, may affect our whole view of
the Career Service program.

MR. STEWART: 1962 is the year we should have it. In 1962
people will have served 20 years, and at the conclusion of 20 years we
should be 1n a position to retire certain numbers of people. So we
have to fight along to get it.

Another thing that Siciliano sald was that with the
Foreign Service they had strongly advised Mr. Henderson to ask for the
authority in law to retire people aﬁ younger ages, for a limlted
number of years--that is, five years--during which the Foreign Service
would get itself stralghtened out. And he made, apparently to him,
and to us, no bones about the fact the Forelgn Service is in its
present mess because they haven't used the authorities they presently
have, and have such a tremendous number of people crowding up in those
middle and upper grades. And they sald, very politely, to us, "And we
realize you are in the same fix, not because of mismanagement but because
you had to hire these people in order to get into business." They
strongly edvised that we might ask for a limlted periocd of time during
which we would effect these retirements on annulty.

MR. KTRKPATRICK: The other point he made was that there
must be & provision for ilnvoluntary retirement, too.

MR. STEWART: Definitely. I don't think there is any

2

Approved For Release 1999/09/08 : CIA-RDP80-01826R000800090048-7



25X1A9%a

25X1A9%9a

Approved For Relea‘ge 1999/09/08 : CIA-RDP80-018225000800090048-7

question about that. ILawton sald that when we talked to him, and
everybody has sald that.

I think one way or another we can come up with some-
thing, and at our next meeting I hope to be able to give you a good
statistical hoedown on the Agency. We have been working very hard to
get an idea how we stand now and how we will look in the fubure--
taking the actuarial figures, what the age groupings will be, how
badly we're goling to hurt in terms of need for retirement legislation,
and what the various types of legislation will do for us--so that we
will have some grounds for coming up wlth a sound recommendsation.

_ Gordeon, may I ask a guestion, yrhich is not
really as unpleasant as 1t sounds, but why, if we sit around this table
day after day and talk about early retirement legislation, and all
those things, do we bother to set up any Retirement Board like this
at all?

MR. STEWART: You have to select them out. You can't retire
a man untll he reaches the mandatory retirement age of 5(5

- )
MR, KIRKPATRICK: ¥ or 621
MR. STEWART: Depending on length of service--but the
mandatory retirement age is PQ 7:

- It isn't 627 I thought everybody had to get out
at 52.

MR. STEWART: Theat proves you belong to a young service.

MRBOABDM; If this Board can retire people who reach 62

-
and don't want to retire, I'm all for it. j/

.+ + Mr. Houston left the meeting

MR. KIRKPATRICK: The postscript to this was some very, very
interesting comments by Belen on the technique of gettling the bills

through, and that is, "Don't spring them on us. Let us work wlth you
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in writing." He said one thing that Committee has apparently gotten to
hate 1s the Administration clutching something to its bosom, and then
pushing it out with a great deal of publicity.

MR, STEWART: I guess I will be spending a great msny hours
with Mr. Belen next year.

25X1A%9a - Cen't we adopt an Agency regulation that every-
body retires at age 622

MR. STEWART: Dick, we don't have the suthority to do it.

25X1A9a _ Doesn't the Director?

MR. STEWART: No. He would have to declare in each case
that this man has to leave in the interests of the United States, and
his decision, in terms of a Government pergonnel action, could not be
caprlcious; in fact, 1t couldn't be based on age, it would have to be
based on some other factor.

MR. BAIRD: Is this Board golng to start functioning mnext
Monday?

MR. STEWART: I thought in September, if that is soon enough.
I can possibly get golng a little sooner. But I can get at it sooner--
in fact, I will personally teke any case that needs 40 be handled. But
I would get into 1t systematically in September. But I would be glad
to get with you on any case you had, Matt.

Let me quickly get into the next point, which m
wm_ﬁ; 8, and 10.

Dick, your people have proposed that these grades be
used in all cases, and so has OCR. This has not been accepted generally

in the Agency, although I believe you [indicating_7 25X1A9a

already use some of these grades.

25X1A%9a _ Except we don't use 10 very often--and

I have always thought this was wrong, particularly when you begin to
slow down on promotions. If a man can go from 9 to 10 he would like it

better then walting a long time to go from 9 to 11. I'm all for the 10.
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_ T think this takes on a virtue as promotions

have slowed down - i1t at least gives a sense of motion.

MR, STEWART: Let me just argue against it, because I
Personally don't like it and I think I have some good reasons. In
the first place, 1t means too many Board meetings and too much extra
paper work, if you do it uniformly. In the second place, positions
traditlonally are set at two grade intervals, and it's very difficult
to define G8-8 and 10 levels--what are you talking about when you

promote a person into those levels? I know in your Service,-

25X1A9a _ you have those jobs, but in other Services, particularly

in Junlor professionsl levels, the difference between a 7 end 8 is
even legs significant than the difference between an 11 and 12--yhich
I have always had e hard time figuring out. And it's contrary to

the Hoover Commission's recommendation. It's the extra time, expense,
papervork involved in making fine distinctions. In my own opinion,
with the number of grades we have now a Board rarely knows what i1t
means to promote from one grade to the next, with the result--in the
particularly difficult ones to assess~-people tend to slide up
gradvally. That 1s one reason I put in here the review when golng
from grade 11 to 12, and 13 to lh, because I want to slow them down
there, and make sure there are definite hurdles.

Then, of course, two grade promotions are general in v
the Government. Grades 8 and 10 are held in disrepute among profession-
al employees in the Govermment. This just happens to be part of the
folklore of Government.

Also, we decrease the prestige of each promotion, so #
that promotions in themselves don't mean very much.

Those are the reasons I have agalnst them.

MR. KIRKPATRICK: Isn't baslcally the only valid reason you

have there--1f you will excuse the expression--the one that 1t increases

the workload and the Board work? If we didn't do anything the Hoover
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Commission recommended egainst, we wouldn't do half the things that we
are doing. I think we all agree the fault is the G8.system. The way
to correct that is to have the Director write his own GS system and
eliminate half of the grades.

MR. STEWART: We have discussed that, and this Council agreed
that was the direction we wanted to go in, and I thought 1f we get
our manpower control system opersting and working, T would like to go
ahead on that--which would be in another direction, which is to have
fewer grades and actually to have ia-grade promotions, more steps
wilthin grade.

MR, KIRKPATRICK: There is quite a difference between an in-
step and a promotion. People consider an in-step almost & right, and
a promotlon an honor.

I ctuslly, the money involved between 8
and 10 would be the same as an in-grade. I mean, it's ludicrous when
you look at 1t--we notlce the steps on the payscale are thinner.

MR. KIRKPATRICK: I like the point Dick made that we are
stagnated in promotions--just as a surcease here to allow some sense
of motion.

ME. STEWART: I have stated my position, and I would only
like to say one other thing, and that 1s let's go at it experimentally.
Tf it works, Tine, and 1f we find it's tying people up, let's cork
it off.

I - 6 and 8 included? Doesn't
anybody but me have 6's and 8's?

MR, STEWART: They go from 7 to 9 ordinarily, among the

professionals.

B v vsuelly g0 7, 9, 11.
I Tt is vhat we call a journeymsan

level, and then the junior supervisory level 1s an 8. If he's just a
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Journeyman he's a 7, and 1f he has several‘people under him he becomes

an 8.
MR, STEWART: I thoroughly agree with the epplication to

25X1A%a yours /inaicating |7, beceuse I think you have

the concepts to back 1t up--you know what these positions mean.
25X1A9a _The whole Office understands that, too.

A promotion from 7 to 8 is considered Sergeant to Master Sergeant.

MR. KIRKPATRICK: What grade do you bring the JOT's in?

MR. BAIRD: T's.

MR, KIRKPATRICK: I think it's particularly important that
these younger men don't go up too fast.

MR. BAIRD: They still go up fast. But it's that many more
pleces of paper during esn interim of two years.

MR. LIOYD: You don't think you could spread that out and
have a longer time in grade?

You would have to set new time-in-grade
25X 1A% I

standards.
MR. STEWART: I don't like time in grade.
25X1A9a B s it o question of paper and a question of
records management? I mean, the number of pieces of paper now ls
probably twice as many as we need.

MR, STEWART: Dick, my real objection is this: that 1f you
can slow down the number of meetings you have to hold in order to
promote, 1f you can take the actions more seriously end do a better
job of screening, I think you're better off--and the more meetings
you have the less serlously any promotion board or panel is going to
take these actlons. Anytime you load a panel, they're going to start

going fast.
25X1A9%a I v coint was, if I analyze the thing accurately,

that we're getting sort of stuck - there aren't many vacancies, therefore
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the whole fast promotion business of the past is pretty much over. In
other words, the vacancies aren't there to accommodate many people,
therefore you're going to tend to get in the same position that the
grades 16 to 17 are in, and that 1s that 1t's harder than for a camel
to get through the eye of a needle.
_ We won't get as stagnant as the situa-
tion I was in-—I was 17 years as & Captain, under e seniority system.
MR, STEWART: T would say if any Career Service wants to go
ahead on this--
_ T think that would be dangerous--if we
let OCR do thils while next door in ORR they're promoted to 1l's. I
think we ought to do it Agency-wide, not meke it permissive Agency-
wide. 1It's an Agency policy, 1t seems to me, and not simply one to be
tried in one group.
MR. STEWART: How does the DD/I feel sbout 1t? Actually,
in the DD/I aren't you beginning to do this?

_ I have kept them from doing it, on the

basis that it was golng to be discussed here.
I © con't use the 10. I think I have
only one or two, and one was a hangover from years ago.

MR. KIRKPATRICK: I move it be an Agency policy. Let's
heve a vote on it and adjourn.

MR. BAIRD: Can I asgk when your system that we got briefed
on--that you gave a briefing on some months ago--lateral grades and
diminution of the number of grades, and in-~steps--

MR. STEWART: I thought I would let the 20-250 stay on the
books sbout a year.

MR. BAIRD: Can't we walt and see how that works?

MR. STEWART: 7Yes. I have to see whether the heads of
Career Services are golng to apportlion the number of promotlons they

allow each year, and all the rest of it--because you elther have one
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set of controls or you have another set of controls, and you can't find
yourself helf-way in between. And if we can establish good management
controls under our present system of grades, I would feel confident in
golng shead and introducing the pay plan. The pay plan is the logical
next step.

MR. BAIRD: T would like not to bring in the 6, 8, end 10's
beyond whet are already in, until you have a chance to see whether that
system would work.

MR. KIRKPATRICK: Then you move that we defer until Janvary
1961 further consideration?

MR. BAIRD: Not the way you put it, but I would vote that we

try the other first.

_ What's wrong with trying this on an experimental

25X1A9a
basis and see how this works - across-the-board throughout the Agency?
MR. STEWART: Throughout the Agency?
MR. LIOYD: It might be a good idea.
25X1A%9a _ It would be pretty tough to pull out of
without knitting up a lot of raveled sleeves behind you.
MR. STEWART: It's goling to hurt some of the out-placement
business, because people don't go into these odd ball grades.
MR. LIOYD: 1Is 1t done anywhere else?
MR. STEWART: Practically not. No, those grades are not used.
25X1A9a - Well, if it's golng to cause horror in the ranks

I suppose there 1s no real reason for really pushing it. There seemed

to be a reasonsble ground swell in favor of it , and I thought it might

have some benefits accruing to it.

MR, STEWART: I think there are both pros and cons. I don't
know how 1t would work out.

MR. KIRKPATRICK: We have two motions on the table, one that

it be adopted as an Agency pollcy, and one that i1t be adopted as an

2L
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experimental policy on an Agency-wide basis--and from Baird that we
defer it until January 1961.
MR, STEWART: Let's take the second--
MR, BAIRD: I don't see how we could do the second one.
MR. STEWART: We could do it.
MR. BAIRD: Then the Agency gets cluttered up with 8's and
10's.
25X1A9a _ But you're not g‘oing to reclassify jobs
in these areas?
MR. STEWART: I'm not going to reclassify any Jjobs.
25X1A9a _ Thaet could very well happen from this.
MR. STEWART: A person in a grade 7 job could be promoted tov
grade 8 and then 9--isn't that what you have in mind?--and you're just
holding him back; or, saylng it another way, you are putting him
forward a little bit, and then a little bit more. TYou are doing it in
two steps rather than one.
MR, LIOYD: You're taking two bites at the cherry. You're
golng to stretch it out a little longer.
’

25X1A9a _ ‘Yeg--simply because I think we will have less

vacancles.

MR. KTRKPATRICK: It seems to me that this is something that
can be done by each unit that wants to do it, with the Office of Per-
sonnel monitoring it, and if a unit or the Office of Personnel feels it
1s getting out of hand, we will stop it.

MR. BATRD: Your 8 will occupy & 9 authorization?

MR. STEWART: Yes. He can't occupy & 7.

Von, would you settle for that?

_ So long as we all go into it. We recom-

25X1A9%a

mend that we do it &s the DD/I unit, and not one office of the DD/I.

_ T can't see getting into violent acrimony over

the competitive aspects of thls--either we all do it or not do it.

25X1A9a
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B oo vou [indicating ur. Stevart ]

issue the call, as it were?

MR. STEWART: ILet's have a vote. I gather the motion is
to do this experimentally?

MR. KTRKPATRICK: Just orally. Why put out a paper--you
have the representatives of the Agency here.

B think there is a virtue in putting something
down as to how to administer it. There has been g fair amount of
differences of opinion right here.

MR. STEWART: The DD/P has a paper already started on 1t,
and we can 1ssue one in DD/I and DD/S--or an Agency one. Why don't
you leave that up to me.

_ Again, I think uniformity is a terribly
important thing when you're dealing with people's pay.

MR. STEWART: Right.

MR. KIRKPATRICK: But we just passed an overtime regulation
which does exactly the opposite.

_ Who likes 1t?

MR. STEWART: We have discussed that before.

One final item, which I'm sure will not require dis-
cuselon. A person who is nominated for separation will sutomatically
be suspended from the Career Staff. This was a declsilon taken by the
Selection Board, and it is referred to the Council for confirmation.

A person nominated for selection out will automatically be suspended
from the Career Staff during the process of hearings and so on. He may
resign, he may be reassligned, he may be selected out or separated, but
only after the whole process is completed will we re-examine his status
as a member of the Career Staff.

MR, KIRKPATRICK: In other words, if he is nominated for
gelectlon out he mey permanently lose his career status, even though by

some qulrk he may be retained in the Agency?
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MR. STEWART: That is right. You would have to take posi-
tlve action through the selection procedure to be reestablished as
&a career employee.

_ I thought the connotation meant held
in ebeyance--

MR, STEWART: After the personnely actlon is over and it is
decided he is out or he will be kept on, we would then resolve his
suspension.

I - think T have been sending over recom-
mendations that they be removed from the Career Staff.

MR. STEWART: Well, posgibly. I felt that it would serve
every purpose to suspend the man.

_ I agree. That means he technically
could be reinstated.

MR. STEWART: I feel if you're golng to remove a man from
the Career Staff, in the light of ocur present regulations we would
have to go through positive review of the Career Staff action--well, we
would be doing that at the same time we are reviewing the person's

employment.

_ Well, whatever advantage has accrued to

him by membership in the Career Staff, is not lost by the fact he is

suspended, I trust.

MR. KIRKPATRICK: Not 1f he is reinstated.

_ But adjudication of his case is during

the time he is suspended, and that is the time that menbership in the
Career Staff might be a very important factor in declding his case.
MR. KIRKPATRICK: Well, his Career Service has sald, "We

want him out."

_ I don't think we can forget that a man

is a member of the Career Staff when we declde to fire him from the

Agency for any reason.
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MR. STEWART: We don't forget it, we take positive action -
we suspend him. This regulation on separations says I will consider
all factors, favorable and unfavorable.

MR, KIRKPATRICK: In other words, he's out of his own
Career Service so Gordon i1s suspending him from the Agency Cereer
Service. If the DD/P Career Service says, "We don't want this boy
anymore" - then Gordon suspends him from the Agency Career Service at
that point--which seems to me completely valid and reasonable.

25X1A%a _ T was pointing out the fact that if
Cereer Staff membership 1s worth anything it's worth something up to
the point you make a decision that a men is going to leave the Agency,
not when his case is starting.

25X1A9a _: The fact that he has gotten himself
in this fix is the governing thing.

MR, STEWART: T think it's a grave thing when the Career
Service nominates the fellow for selection out.

MR. BAIRD: There was that provision originally, that he
could be selected in and he could be selected out.

MR. STEWART: We can select them out, but you see that puts
us through another, duplicatory process. This is to avold having
the second one.

25X1A9a _ Do we have to vote 1t?
MR. KIRKPATRICK: We're all agreed. Move we adjourn.

MR, STEWART: The meeting stands adjourned.

. . . . The meeting adjourned at 4:30 p.m.
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